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INTRODUCTION

Amidst the euphoria of the ".a.l" of the Berlin Wall and the

end of the Cold War came a realization that strateqic warning o1 a

Soviet or Warsaw Pact attack on Western Europe had increased from

tens of hours or a few days to weeks or even months. However, not

everyone was quite as optimistic. Arquinq against the position

that the new lonqer warning scenarios would obviate the need for

rapid response airlift, Commander-in Chief of USTRAINSCOM, General

H.T. Johnson snated, " I'm nrot sure we will have the

warning., . Warning time in itself is uninteresting unless you make

a decision [to mobilize]. Historically, we have not reacted to

warning." (17: 164) Having "enough" strategic warninq is

mean;i. ngless if the political decision makers who receive this

warning do not (or cannot) respond with in the warning time. Thus,

these so-called "intelligence failures" are frequently, in fact, a

lack of political dec isions or failure to execute a meaningful

re-sponse. Acc::rding to a -former Air Force Chief of Staff. this

resu.lts in the military response time often being. zero.

Drawing upon historical ex.ampies from Pearl Harbor to the

recent Iraqi invasion of Kuwait, this paper will address the

vali dity of this assertion. It will -first revie. w the nature oil

warning and the impediments to coll. iecting, analyzing and

commun icating to national decision makers the vat-ious indicators

which constitute warning. The paper will then look at the process

and cha].lenges to national leaders, once the warning is



communicated to these decision makers who must determine not only

whether or not to respond to the warning, but at what ievel and at

what cost. The paper will review possible responses to, warning of

an impendinq crisis. includinq the need to a ss the potential

political, economic, and military costs of a prorpt US response.

The paper wli conclude with, some recommendations as to now in

future crises the United States might better be able to respond at

an acceptable cos.t to the inherent ambiguitv of warning. The

paper will seek to avoid any lengthy discuss:on of the utilit,.y of

active deception in denyin9 an adversary indications or warninq of

ones intentions. Much literature already exists on the subect.

The only deception addressed in the paper is the self-deception of

the intelliqence analysts and decision makers which results in a

lack of warning. In fact, self-deception has been called by some

"the single most important cause of warning failure. (11:42)

THE NATURE OF STRATEGIC WARNING

"Warning is the key to the entire defense
problem. Our expectations concerning the warning we

shall get in the event of enemy attack largely
determine the kinds of defenses we decide to spend our
money on, and how mu:h they are worth.''

-- Beernard Brodie (4"

As Bernard Brodie point out in Strateq>_. fo' the- Miss..te

E._- warning of an enemy attac.: plays a crucial role in our

national defense. (4: 184) Unlike intelliqence other est imates

or forecasts, warninq implies a decision toc Lake action to

prevnt. or at least lessen, the impact o+ the event which is



th c -u.- e c t ofj t h s. w a -rnJ r-- n 1 G.32 Mos ce in r- it ion s of war-ii nq

address it in ter-ms o-f ei thetr the amrounit of tIMe tn t i I the1

p r:.-.S i bi.e eneimy at a ck or- in terms of the ob jective ot th e

a tt ack In IJ doefii it ive anrid o ft --c it ed bo'k Ut ,is

A ttac k Le ssoin s f c)v -ef+en z Iin n i. n aF- Ri ::hatrcd I.:- tt br~eaks

"vatrni nq intoL C thr-ee ph Ss Political, * Strateqic and

t E t i cal I:.c -ea si nq tenrs iorns- w h ic:h r-aij.se t he po s sib ili ty that

d e t Pir- n c i. k' 1. d*t: i II. J. the fcii ~n d a ysK or, T mon t hs lead toC

I--, a t i c -(I w ari-n inriq W h r-en s 1. - at e ci . c wja rn r, n q oo~ F1 ro

i dc i czt in-=-I t hat -the enemy is mobil a incq and dep iovinq f nrces

in dispositions consistent with a plan to attack," us~al Iy o.ver-

St ~i o d ofT wee ks bUt pcrssibly in a few v days. FinallIv,

ta(:tical warruinq is "the detectio-n olf initial mfovemnents o-f the

a att ac::k i ts e].f b efo-)rE. combat is joai ned. " 2 :2 4 -- 5 ThU S the

t em Ipor1 alI dij.mensic:n of warnriin.q ref er s to the~ t imeava ai lab Ie to

r-e s po nd be-fojre an expected enemy .attji.- m-ay b q in. 53tr-ateqic

warn inq iszi u se d when an attack: is a R;se ss-5e d a SI i k elIv a nd

usully 1 w ith in a per-iod of at least several h-1o urs toc davs.

W ee ks 0 or onq)r.-Tactical warninq is w Ien an a tta ckV is

imin eilt Orii nu tes away) or a 1r-ea.=dy under-way. (8:

W atrn i ncl q , a aI o des-cri-'bed in termius o f fth1e a d v e t: krv Ew

ojb jec t ive i n i n i t ia t n: a n a tt Ia c i:-. , rno,- cAn d 11orqa n Po0i nt out 1

t h at thfie tertm "str-ateqic:" does not reer, sol elv to attacks

i ovo lvincq riuc:lear- vweapnon. ort the uprpowersL bU bt in ter-ms Oil

"t-ie_ purpo:,S.e- of the attack and its contex*t, niot the natcur-e of 4

thr o trr or wefis (14- 1-) In other, kwcrtdsq stratc.ac



warninq is warning of an attack des ned by the gover-nment of

an adversary to be a crucial step in achievinq its strateqic

national objectives vis-a-vis the opponent. Whereas, tactical

warninq could be construed as warning 0+ concepts or practices

for winning a battle instead o- winning the war.

Strategic warning has also been described as havinq the

followinq character'istics:

a. Predictions of a single enemy action, "dichotomized

between the probability of its occurrence and its

non-occurrence.

b. A "step-chanqe" from the status quo.

c. Havinq "significant disutility" for the recipient 0f

the strategic warning, if the warn inq goes unheeded.

d. The intended recipients can respond to the warning to

reduce the probability of the occurrence, or to ameliorate the

conseLuences if the event does occur.

e. The chances of the response being successful are in

part dependent on the lencgth o time between the warning and

the event.

f. Whether or not the event will actually occur depends

ultimately on the actions (or reactions) 0+ the adversary.

(5: 171)

These characteristics offered by Steve Chan should be kept in

mind in the following discussion of the warning collection,

analysis, and communications process, as well as the role of

the decision makers in developingi an effective response to the

4



warn irg.

IMPEDIMENTS TO PROVIDING ADEQUATE WARNING

"Critics of intelligence estimation,
understandably frustrated by error, nevertheiess
frequently tend to underestimate the difficulties
analysts face. Interpretring information and making
judgments are Io easy matters, and estimation and
ev aluation are particularly difticult in an uncertain
and complex, world where evidence is almost always
ambiquous and any decision involves serious
consequences. Hindsight often confers considerable
wisdom...''

-- Janice G3ross. Stein (19: 148)

From the Japanese attack on Pearl Harbor in 1941 to the

recent Iraqi invasion of Kuwait, the US Intelligence Community

has taken some "bad raps" for not providing adequate warning

of these "surprise" attacks. The postmortems of these alleqed

failures usually focus on three aspects of the warning process:

collection, analysis, and communication of the warning.

Collection

One of the potential drawbacks to todays improved

intelligence collection systems is the vast amount of data

which can be collected, but must be screened prior to beinq

analyzed. As Roberta Woh1stetter writes, in her authoritative

anal.ysis of the attack on Fearl1 Harbor, Pearl Harbor: War.ninq.

and Decisin, "We failed to anticipate Pearl Harbor rot for

want of relevant materials. but because of a plethora ot

irrelevant ones... It is much easier after the event to sort the

relevant from the irrelevant signals. After- the event, of

course, a siqnal is always crystal clear." (22:5',7)



The sheer volume ot potentially useful information could

conceivably overload the system and create what Mrs.

Wohlstetter has termed noise--a "backqround of irrelevant or

inconsistent signals, signs pointing in the wrong directions,

that tend always to obscure the signs pointing in the right

way." (23:691) This noise can be created intentionally by an

adversary to make the job of findinq the "right" siqnal more

difficult. We may create the problem ourselves with our desire

to collect as much information as possible about a crisis

situation or potential adversar'y. Unfortunately, the advances

in data collection Ia,-e not been matched with similar proqress

in processinq and analyzing the information. _ .8:379) This

problem may also be compounded by an adversary who has

initiated a deliberate deception program to mask his real

intentions. Further. the increased US emphasis on high tech

collection systems, coupled with decrease over the past 15

years in our Human Intell. ig ence (HULMINT) capability. could

resul ti: in an ove rdep en de nce and overconf idence in the

reliability of these advanced systems' ab ility' to "sound the

alarm.''

Analysis

still, . it is the task of the inte.ligence agencie_s to

p.)rovide the warnin -and the requ is i te anal v ,- :. Nat i ona l

decis ion makers are :'reccupiaed with other tasks and have

neither the time nor th,_ =pc if e x'-perience. or' perhaps in

some cases the competence, to make use of it. (3:101) Of



co rE.e, th i can 1 ad the p.:,I i c' takera t- c.Erco n, que.SL the

analy is in 1 ich'...h. of their "big pizture . or wor".e vet. .

into micro-maraqin the raw data. This is not ur, 1 ike President

Johnson and oe ..... tar o-f IDe-- s i c-k I n gkniL-n t onI....

targets -For airstr ikes in Vie tnam , but asiqnnq weapona loads

a s vel.. Yet th e n te:1i r .ne nalyE.iys wjl 1 Lu.iz.ally retIect

t- 0 M c e c i e " e? ee the.. -. C in ini m n t -n the de. ]. 5. on I a V. e r- ave

preiiou-. . v made to qo 1 ", ob Jec. t , v. e. ,aluea , - .and rse,.'rce __.

in te. 1 i qnce .,"5i 1 -:E) , . the intel ... iqence pr fe- ssi.ona is are

vover lv dominated by the decision makers, I hoe.vet, they m.y.v

becoie "prisorlers" o f the dec. isi on maker's cioqma , I a,-Dqea and

preconcep t i os. For e;.amp I e h, when Irsrie i L i eu ten .4n t

Si. man- ros .1. October 1'-7,. repr. show inq the E.vpt ians were

about to attacL, wa~. squelched by a s eniort intelliqence bec.use

J. t conf.). :J. ct ed with the "oil-fic ial concep:tion" of how a War IoIld

be1in,, I18:..:..--u..4, The intelli.qence professioral, then, mut

c rvince th e decis-ion maker cf the val idi ty and urcency o-f the

war r-n i n .

The daun t inq role of intel 1 iqence rem.-. "to etr ct

.e rt -. in ty .rom unrtt in tv a .nd to .ac i 1 tate coherent dcc i si on

in I n i nccheren t en vi. rcnmen t. " (en t. 2) ut, in t ry in9 to,

write a-n-.. honest and a.'CCurate rEport, the anal, s ,.i t cften has no

cho-ice but to be ,.=mbivalent (2:21 et. The abso]. It b jeci;.i vi tv

ul the*n,'.Iyis ma., aliso be somewhat diluted by the +act that

the f .al asse-s ent i.-.% I +;en the product 0f" a., in ter aqErc.v

bureauct'at .c opinpromri.. E. or0t- t. to e i i 7 n- te much c- the



amb:iguity can poe a danger of ooerimpli.lict:ton as Vubtle.

but poteritiall v meanirfq + nuances 1i the .rpal-..s ire striPFed

away to ach ieve an agreed-upon "commun ity " posit ion.

Inteclligece analv, sts freq1uently approach their wor-k with

a set oi ex.pecta ,tons of likely patterns of+ ene'y) behavior.

14: 41) based upo.in Veas. of analvtical experiec aC d id the r

under tand ing o4 an adversary>- s objectives. st ra t:egy. a.d

d ctrir,-., analysts will1 feel confident of their abli:ty to

determine the purpo.se ,ehind the observed events and predi,_t

the opponent's ne:t move. In a Soviet scenario this means We

are asking our analysts to anticipate decisions that have ,e-7

to be made in the Kreml in, (10:10) Often an analys.t may t vi

to fit his observations int: a preconceived model. based upor,

hi s ex<pe- rence -,.nc .a assumption=.. The dange. c thils "mirror

i maqI g " is a. i. what may be correct about onesel. may '-' not

necessarily be correct when applied to the enemy. (18:063)

Another impediment to the analysis process is that

frequent ly the intellig.qence profs ional is unaware Of the

desi red outcoome envisaged by the poli cy akers. Thus. in

trying to second guess the outcome, they Lpend. and arguabl ,-

waste, much time and effort preparing additioral intormation or-

other possible policy contlingenc ies. In the process, they

create more i.formation and reports than the alreadv overloaded

policy maker and his sta f ca" possibly assimilate.

Communicat ion

OInce the collection and a ralysis process has developed the



indi cat ion-i tha t vOO id trCe-l~ t in Adci 13 : n to 1i-I n~f if3

t 0 a Lt ua I tr- n i r,: -gme _ . --c ae i l ,t be pa ::ei up t h- line. rhe

to a c i. 1. 1 -Ti n mi. h t fch a r ;e o t thP evj&:n1' 4 t* : or r, 1. n.t* C Or I

.. 1 -i ~e f a 1 .1L, to rdLACQ 1 tS 1f mpa:u_ t . i. U/U) Lortinaitel

srme tie; I +or a rji.imbe~r i ;'.E.rl the "wrwrCf" LI _ , doje n t gret

throt.igh to t h-: peap 1-1 ;.,iho rca, 1ii. v need to kricow

Tn t he 1 -6. 2 Cuwt: a n i-fs 1.1. e Cr t', I - n 1 ni 1 1 1 ,I HUfM I NT

- i:qhti oO T" on of ihe mi z,- I~ wcu; rert ed or 'et cnm ber , 1 2

b t~tt th e r-e p cr t d i rd r- r ar:h t h E, c n ra] l1evelI un -,t il .p t iT b E:r

2 1 . L.l ket"I se te tiW t c ~r ~ f thIe i n.i. t 1 . ion E )

C1O e r -iI. i (: n BEia fib ~ r'o - a In 1911 VJenfIt i:C' 110O'COW - v r :_1-ine at-,

Wf' ittfe-n' CCff11Mriicat ion c anel -CruLcur itw - I'a.'OFI t3ahe r

t f-ar, Ly v y mm)~ 1 -t 17 Me I alhe-it wa E 11 E" er:.ie t. le p (n e Cc-k 1

Tht:e US nat iorinal ia0 OF ireiq -- t n certaiil, vmuch Imflp froved

o Ve r, t he C) . . e t v -:it fr o 4 11 . C; a v th11e 1 r. tel i qe nc e

c carMmLtnl t v (aiLn t aine it ne twor tLi)i .,watch o 4f i ce r' s t the

V. t r:L OU'fS aqc-ric 1 es who requ 1 a r I c: ri efr byv -ecure telephone about

p vtFent i o I i. r" C Ub 1 e S F, 0t S 1)' . bi- riot i on Ai p 0P- 'C L

and I nt el I qrlce WA t ChIICI C:- t - S N ( WC t-' i C .1 UrN al ow s th e

watch -fj , r to tlecnCI i between the OPrA cnicenter-.

at CIA bl~. UJ+i.4. t 4f- Dep*r Iv ,nmnt. JC /j-f :and the Wh1 , W

HouL'E-_ S i 1AAO4t i ori Pli. (1 2 e 1; ta rat ' i e~' f-0ITI e in Lere .t inq

quLe 5t 3(n s 1 rI thi.- UI Cffr V)L h : HOut's~l\ wa-tch o0 f f.1cEri

wa;nt -to "cO-, the Fr-s2 de-nt ;:-u c. bed h vrjwth who t im-:v be a 4 a 1 se



alarm?. and how man. l:.Ise alarms will a Pres-ident to, lerate

before the intelliqence aqenzy ioses it- c:redibility? (2:225;

in Korea in 1950, top US off -wcal ho believed Chinese

intervention was imminent deferred to each other abou.t who

should inform the Pre-s.ident. (3:17) This problem may-. still

e.ist today. Remarkably, on the day bef ore the Arab attack in

October 197, dL'e to the lateness of the hour Secretary 0

Sta:-te Kis-singera staff chose not to inform him o-f the last

minute Israeli decis..ion to mobilize. (3:77)

Another potential problem in getting the warninq to those

that n .d it is what is often referred to as the "Nreen door

syndrome." Bernard Brod i e warned that " 1 imi t inq vital.

in-formation to a +ew highly-placed persons who do not have the

time to think about it can prove an excessive price to pay -or

securitv." (4: IS6) For example, besides the President. onl.i

nine other top level of1ficials in the US government were cn the

reg.u l ar di str i but ion lit for MAIC., the high sensitive,

intercep:: ted and decoded Japanese diplomatic messaqes. The

ambassador to Japan wa. not one of the chosen few. ,.:45

Even though Presidert Roosevelt was on the top of the ac:ce _

list. he had trouble getting di r,.c t access to the MAGIC

intercepts in the final weeks be-ore the Japanese attack.

.2:10)I More recently, the ill-fa ted Desert One hostage resoi:ue

attempt may have been more successfL . had it not been so

compartmentalized. (12:264)

During Desert Storm signif±icant progres-s was aparerntiv

nii i i i iIIII i I1



made in qetting intelligence information to the combat units

without compromising sensitive intel ig iernce sources and

methods. Hofpefu.ily, this will set a precedent for the future

and help reduce the impediment of the "green door syndrome" W

ieavingE the "green door" somewhat ajar.'

THE CHALLENGES OF DECISION MAKING AND COSTS OF INDECISIVENESS

"Statesmen periodically find themselves

caught in situations they did not anticipate, where
the consequences of havinc failed to do so are quite

nasty."
Knorr and Morgan (15:,,,,.

Once the warning is successful ly passed from the

intelligence community to the national policy makers, a whole

new ball game begins with new players, new ground rules, and

new challenge. The players include the President and his key

national security advisors and senior off-,icia]s, each with

their own personalities, experiences, priorities, perceptions,

st rengths and limitations. Each o4 these personalities has a

varying deg ree o? in-fluence on the ensuinq discussions and

assessments w..hich are part of the national security decision

making process. It is durinq this procesas that a number of

concerns and cons ider. tions can become cha l enges, if not

impediments, to our capability to determine and ev.'ecute an

e4-ective response .ithin the ava.ilable wa rning time.

The Decision Makers

lhe personalities and experiences of the primarv nat onaI

security policy pl.ayers can h9 ,e a 3ignificant influence on how

11 1



they respond to a potential crisis. The succes of- the recent

US response to the Iraqi invasion of- Kuwait may in part be due

to the previous Association of several eY Players within the

Ford Administration. At that time George Bush was Director of

the CIAI Dick Cheney was White House Chief of Staff. Brent

Scowcro-Ft served as National Security Advisor. Colin Powell wasi

a White House Fellow. and j.im Baker was Fords 1976 campaign

manager. This shared experience, coupled with President Bush's

extensive foreign policy backqround as US Ambassador to the

United Nations and to China, as well as his strong preference

for close personal alliances, probably avoided potentially

debilitating personality clashes as the sustained pressures to

find a solution to the Gulf Crisis increased. Seldom in the

past fifty years has there been an administration where the

i nf ig-h ti ng between key players didn't consume the energy.

e.fficiency, and focus of the participants.

Even with the best team-players, however, when faced with

ambi .. A i ty will operate ro-m preconceived expectations and

percept ions, based upon their individual experience and

learn ing-. Human limitations, stress, and fatique in crisis can

also affect how wll a pol icy maker will +unction as the

pressure builds to develop a meaninqul response wii thin

available warningq time.

Personal Influence on Decisions

Personal beliefs in one's own political sy-tem, pr.VIou,

experience and learnrnq , and international history can all

12
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If n -t n i m e f C- .,r i e Ili a V~ 1:I-1 =.. e. a .1 *:i C u 1.t t ime

separ-atirnq the ir pr~econceived e<Lta .sanid percept ionE -± rem

Tfact S and LUfIJialsed judqements based upnr t he .a va iIa=kbIe fia t.

I n f act, theFL r e atert- the a#T)ib i tv o f t h c w Art.nin1.-1 t he a tre1--

the impact o-f the preconcepti or. 2: 2220 ) Thus the-.. may r~es-ot

to analogie or "imirrtor iimaqirynq'the enemyi intentions with past

events in their, e>.,Per 1 ence.

Fal1.se a amso the 'cryv wolf' csvn di-rme can als o a~F 47fe_

the Po)l1icy- makers a ab i Iij t,.. to com~el up kv.ji th OR t i mp ly and

aF'PproprtiFate retsponse to war-nincl. Once a war-ninq is -efei~ed.

E:v et-V d . a 5Stpected threpat does niot mIa .tri al iE dull1s

sensitivitv to the reaiity of the danqer-. F>Octobet, 192 th e

Isr~aeliiS wer-e e>-pera-encinq "alert -Fatique" from the number, of

false alrsof an imminent Arahq attack and f ai l ed to mro bi I i z --

i n late 3el:ntemb.-er- in spite of qroving indicat-ins. oif the t, P-4a1

O ra b at t a c k 3 . 72)

Impediments to Responsive Decisions

BE-yon d. t heI i nf1 t -- lun c o f e>,..perience a rld tl te rek..I tan t

pr-ec on Ce ived ex 1:3e Cta t io)ns a nd p Er -ce ::)t :Io n tlI Pre Arle se VeralI

o th ert ifp edij.m ent s t)h ic h cn d i -r c tlIy i nf I1A"'_l C E t he C.,;b 1 1 i tv e

the? po I i t i ca. . dc( ij. si on maer-tr dove *1 or) a repois t i h n t h C

a /ai l.a b 1. warktn i nq timTe . T h e_ no l-oIud e t h E n e.i_,d t L on 7 odrwier- 1

vart-ie ty of options and the r~elaled do-' t re fOr mo~tr infrma i

an id -for- more time to male ,. decis.ion.

Tro.. conduct a prc)Per, an. 1 si e oera: -nq a. dec isi on, one

n1 n . , e lv e a 1 I ul f; P cl n'..' mbL or c; n p 1 f.) r . Th . S 0'> \. a o 1. ut on )



process should consider a range of opt:ions, inc]L!d.n 9 a worst

case scenario to bound the problem. But, as Klnorr reminds us,

"There are always more contingencies than the defender has

resources to pay for." (15:230

To find the right signal amidst the omnipresent noise,

Roberta Wohlstetter sugqgests, "...one needs not only an ear,

but a variety of hypotheses that qenerate observation.''

(22:56) In other words, the decision maker should consider a

range of options, rerlizinq that evidence consistent with their

theories may also be consistent with other views. (13: 158)1 Of

course the danger in this regard is that the more options are

considered. the more time w,.ill be spent work ing throuqh them.

Thus, the challenqe remains to come up with the right answer

before you have all the information or analyse-is you would like,

and certainly before it is too late.

In 1941 war with Japan was imminent, yet we seemed

oblivious to the fact that it might begin with an air attack on

the US fleet at Pearl Harbor. (4:245) A- a result cf Pearl

Harbor and other more recent experiences, policy makers tend to

want just a little more in-formation and just a little more time

before making their decision as they try to determine not

whether enemy will attack, but where, when, and how.

As lonq as there is aqcme warninq, deci-sion makers will be

tempted to wait for %mr in.format ion. The cr-i tical, and

probably unanswerable. question then becomes how much more

information may become available and how lonq can khev continue



to wait before malk inq a decisior to respond. On occasion

leaders may consider the inte I gence est im.te or warninq

useless unless it provides "the. answer." (2:22

There is also a hope that given more time. a dilomatic,

econom ic , or other less costly, nonm i itar response wi 1

diffuse the s i tua.t ai er and restore deterrence. This often

results in R desire of the decision makers to wait iust a

little lonqer in the hopes that during the intervening period

the enemy intentions will become clearer or the appropriate

response will become more apparent. Even on the day before lthe

Arabs attacked Israel in 1973, the Israeli army told the

Cabinet that "Arab resort to war would vield further indicators

not yet detected. (3:107)

Only wh;en pclicy makers are convinced that deterrence has

failed and their worst fears are about to be realized will they

make the tough decisions, assume the inherent political,

economic and military costs. and accept the r i'k of further

destabilizing what everyone hopes is merely a threatening but

manageable international crisis. (16 ]II

Costs and Risks of Response

Bef:ore determininq how we want to reso.,nd to warning we

must first determine what we want to acomp 1 ish by our

response. This requires that we define our objecti. e: consider

the potential risks and costs. including the risk of escalating

the crisis; determine the level of our respornsez and fina.lly,

decide when and who will enecute the response.



The objective o-f most past and future responses i.

probably to diffuse or otherwise prevent the potential crisis

and satisfy our nati onal security ob:jec tive. w-'ithout havin.g to

resort to the use of military force. However, if this is;

deemed "too l ittle, too late". we migPIht have to resort to

stronger diplomatic efforts, economic sanctions, an inceased

mili tary pre-sence or show of -force, or even a .limited

conventional mi i ta-y action to avoid a prol onged conf lict.

Finally, if deterrence, and all else, fails and a shooting war

does start, cur objective should be to rap idly terminate 'the

conflict on the most acceptable terms without havinq to resort

to all-out nuclear war. (1:181-82)

In assessing the risks and costs of potential responses.

there is no "free lunch" response to warning Anything policy

makers decide to do in response to warning carries with it

costs and risks. Thus national leaders. must not onlv dete-.mine

the various political, economic, and miiitarv costs, but also

when and to what ex-tent to make the response which will incur

the costs. In 1950 the US did not believe our intelligence

"because it would have been very inconvenient...we would have

to do someth inq about it... In the end it was much more

inconvenient [and costv] not to have be] ieved." (9: 1, :8n)

One of the most immediate concerns is t'- 72ar ct

escalating the cri sis. The mere act ot "poEturi n" in respo'nse

to the warning may become a self, -ful4i]fir prophecy (2:224)

Even though, accorcding to some estimates, there were scores of



n.ndicators. that: t r- 45 :a LN 3S 4? E. outLC to . 1vade u s 1; in JunE

1941, Operat i on Ba.baros-a " a c I ar -urces~ :or H: t I r.

Th i. is arqe l% because t a in chose not to take any action,

-uch as callitn p his re serve s which mi qh t c' voke thc

GeaITIIs unt i al 1 dip lorat ic efCr ts had becn ex haus ted

(3.:3 ') S.imi I. arlV ' .amidst n-IUmierous i dicat ions that the -3ov i ets

1 early had th a l i. I ty, if no t the intent. tt invade

echos 1ovak i a it Auust 19683 * the US and NA7 chose not tor do

ath i nq whi ch wou ld pL.ro-.ide !:he Soviets with a n tc t-

C!r"ack doWr1 0I LnLb cek U3 5

Some o the most aparent costs oF a ist Ii try. response to

warn si nq ae the costs imposed upon the mili tary i tse I +

Inresed readiness at a hei.qhtened staqe of alert .. not ony 1

1imi ts the s 0 the force, but over time in an eetended

crisis, d E.!rade r hA operationl1 capabilitv by in Iictin wear

arnd tear on the equipment and otiuo n the er sFo ne. (e3: 2

I t is quite unlikely that we will even aqain have a sit at iorn

1 ike the Desert Sh Id in wh i. ch we v.i II have th luury of r i

months -to deploy fortces, qet a l l o e ruipme.nt operationally

ready and do live -'I- ire train i n- in thea t er b+ore en-aq i. n the

enemy. [ad Sa mam Hi.,sse in made continmnued +e n. to the SaLd i

bo rd e. r, much as Alexander the Great did betore crossiop the

riv.ver eqa i n t Pofrus. at th-, hBat t 1. c c+ Hydaspes, he m iqht have

extr.acted a preater to lI on the c, pera tion l readiness and

even tUa I combat ef fec ti veness c-f th e US and coal i ion forc es

E IF fort s to ma in ta in a h i gh g i e 4 r eF: r i., ee il ar,- ce can . 1 : o



be costly. While the US m:ight have considered aro.nd-the-clock

airborne ocean reconnaissance from Pearl Harbor, the attack may

not have taken place. However, we probably co.ld not have

aforded such extensive coveragae aqainst such an unlikelv'

threat.

Another mi l itarv cost is increased when trooFs and

equipment committed to deterring one potcntial crisi in one

region are rede.loyed from that area to the area o- another

developinI crisis. This happened during both the Korean War

and again in the Gulf Crisis when resources intended to supplort

NATO were redeployed from their deterrent role in Europe to

fight a "hot" war. Similarly. when the Soviets invaded

Czechoslovakia in 193., the US military response. if it had

been part of a selected cesp-onse. was limited due to the

amount o-f our military capability that w'Jas already tied-ur in

the war in Vietnam.

Not only do such redeployments extract a price on our

military capability, they also cost us politically. Until most

recently, virtually any time the US has done anything that evEn

gives an impression that we are takin anythingp a,-ay from our

commitment to NATO, our -riends in the all:iance get very

nervous" about the strength of that commitment.

!here is also some domestir" political cost involved in

decidinq to deploy a substantial US force or to mobilize the

repperves and national guard. This sensitivit-' was refliiected in

Desert Shield :when an "unnamed senior administration of-f.ici-al ''



anlOLunced on Agus.I~iLI..t 9, 1990_1 that 5000:( troops would ba'

deployed to the Persian Gulf. Fearing the "lowballing" of our

actual commitment remin iscent of Vietnam, an aide to a senior

Pentaqon off icial al leqedl y  "leaked" the true est: imate of

250,000 "to t'-he -As-oci ated Press. (24:27')

The US res!pon-se to .arning.q can also impose pl, i-tcal Icos-ts

in ternationallv. In .ormulatin . the US re-sponse to the Guil.'

Crisis the US had to "spend" consi derab le and continuing

political capital to gain support for the UN resolutions and to

build and maintain the co alition.

In conjunction with military and Political cost of a

response to warning are the more apparent economic costs.

Planning to respond to "worst case" scenari.os usuaillv also

means planning to the most costly option. A response which is

viewed by the enemy as seriouIv threatei.ng his .'i t:al

interests may lead to escalation or even a more COMtl arMs

race. The csts of a militar' response may be signi-i:icat:" and

contrary to the beat intentioned a] lied pro aises of sup.port,

burden sharing doesn't always work a' pr mined, leaving the US

to absorb the coosts of the respon-e. Thus, rezponses should be

optimized to minimize costs, vet maximize the desired effect.

All ,of these aforementioned considerations work to limit

the amount of tim the militarv commander ha- to implement t l

authorrized response. As a re-.='ut he has little.. or no tiie t

maximize his readiness.



Lfessons Learned

Mu~ch o- f t h E- d i s c uss i,: o- t o t!h- i s rt n 1- en n e -i: t

c nc ern t r.at i rq o5 Wh F-he j r t E:-.1 1~ ie~ r c~'' L it:* z nf5 ot hnD C

provi ded warn :iq or, * rfCI -.hv F,.* 1-> 1 . dcc C~ir ra~

fma/ h a fe -f i. I Ed t c reo zp rn d TI Ii'-f- a.k. V e i: beF un 1. 7- Ure,,I-! d

preslentation, =£inre li ttle- -i rr.1 tern o r~1~-..o'

intel 1 i qe-rce a n d the- Proper uw oi it Lb.y 1- t .1. 031 de 3 i i i

I i il cau~iim 7.-n A*.j- n sF, 7)q or i: n r,

h i i n t n rd Qo s 04. Ac t ::-, h ich T-1 1,q, r-17 L .1 V i i P,:p t

wa.r-n ir, q (7: 4 1 J rLs f*; t~-t~iq-~ e r~ L C!rte e

S!tC C e s',,fu IL enemy d ~cL t- i or n f r t , ~ i k'T1hD r i,- 1''-1t I '

at f;a Ck S ~u C e~ FL:IIv p r edi ctd is d j. a h f I Lvh "ht 1o- -n

and G~ooch CallI 'n on-n -,,/ (e n 4 *sml 1 1:.

.inritel 1 i q en (--e I sd i ~u ed ti fI .- fi r s-f t-bT, he F I on a2C

a tt a C: - o n p ea-r I Harbor n thi7'. I. n- - khi - t' -C ,oS K

warn inq * thev mi qh t hv Cal led of the . ac t. ~t. *hn th

i Ip i q i nr p cC iM ifi Un i t w cu ]. d -F ind i t hard t - re I t 5h ,i -ie= - H7

a in Fost r A 1 f , J ap . - se -. rt e nt io()n s I S, 8 ike w L<*i.

t he U S or oeof the Arab ribr-ofthe Gu I -fCooera t 1 or,

0COneI I I h ad( imad e ar s k..cc--- c 1'm~e st i .: o Sa-,ddart, Hk.T e in

Pr-ior to AULIU~St ,2. Perhaps the LIS' in teil iqerice COmmon 1. tV V'f'' d

h av e b ee n ri:r if i (:: j. ze(J -for 'cr P j n vi wol -' + r Ju I; whenn t h t'

est ima ted the 1ii Ie iho.od o-f I raci 1.nva d..r q -LNi t a t bc-t1ter th r,

5-,or- on Auou-st 1. when, t h e wa rrndl 'nnL el 5050 ui 7cE.IL t h f

invasion w aS " Vi r'tia U 1V imminent. r-) i: tU? I r. o-the r w k,'I ,I



thus, t:-r e haD c cl e 1 th r in .[ .Iif.?t: I ::-mr.i n t-, -Dn '

[ .t r t.]. ,I n cl h .. 1 erq f C..K P --5 -F d t ' I n': [l - "X 1...(!-. " .h c 1.h,-. i.c m n111 it

n at io nal . 1.c i s in makers, nld th f-i I t ar 1 FCda~ jv 1)im~ 1

e ./ t
I-'  t e:(: n-g :,L m j,. .i, rv Ii :,F- : p c, , - e t: o -. t zf t,- e , -: vai ] f- F,:1 -

[-. r ' iP 'l _ 11,t'V -cucF ... .' - .r w r i >

- LA IIe ' f Li t t 11 r e r I't . -..=1 :, T, C il1- VI - n -n r-, I hr

1 in ]24 t. ui Ce' L :fl o $ h en i; I ' V ' ii

L i ,.. l- i ,r). - 1i,' , ,n 1 . j7 rI '4f' tI- r.- - iti '

cl .... .. t-] ' i . i, q :. ' - m [ i I ,- , , t: 1 ....- . . .. - - ....

CU a u I i t " toc, re-ponti t,- .-,s;t Fn l n"ir -' ,ou.i._ d L e -i g-,t,..,- e Ih

Afrobiqui .., tv - the: warniln - _ recei.e. Uri ,rtL'r -,.i\, t4Is 1r

prcb ,. an Cnr'e list ia rz- sir':nh th ,. s-I -i c 11 i ps-nab 1c

u-e al 1 or'ms- c- dece:,pt:ion to increase thc- , a iqu ty Cl Ourl

t 1 4f:- F-z i n r d Proci c) c- caq i t I L, ''fb. '' the n-~

C. nry 1i ivi* rzu ii or tct w: r he tn- t I W

pr,'Ln:4lbeI [-o,::ir ,r w.--t y' tV -. hr-P 'n ' , t F :. IitL?,F, I, F, 'I

p r o : -, 1 ft-:I

Nh I. I -t wo.,ld be rF- c 1 r-, h-; I hr..:. nEc n 1 :
t 

.[ l

an ( :pe 1 -'-o rr Et 1 110 f-2 (Tonw -3i r) 2,rt c , - rn ti L ur, pc' 1: ID '

a- ivis' nCr '::)rs5 "'t I I 1 e thl -:•  
: nte -m i nat: dI)-mi Lrq r-.--rr::

--

L r' .On -. 1: d ,e d to i mfr, i ,c d i i. on ma ;-f F uC,7,: in, c, tr t ,,4

t f in t 1 n . t ii ;i? e: a - t th n t -i l ,-il if it n:-t, not '-lr-Ic,

be, .nq done) woul Id be to de -v::: c r -, r i c-l in- irc 1 , : r -I r to

'-h- . *-.' ub~rv -f r.n anrria in-- p n-:''r F ii ; 3 e n~-c



crisi sc:en ior were presented a long wi th a'ul spect,.um -t --

pos ble. o l.i :: . itical, economi,c, i:,_-:.c-h O M I . c .[, Do we A-S

mili tary responSe-. :c:h an e':-, rt coLt.d be supporte.d..p- bil

lonq-term intellig ence estimates and ar-alvtt- i.-, accomp.rieuc bV

lonq-ter'm national secLit-y policy planning, znd obecti , :.s.

This l. ld rot be intended as. 0 oo kh-.o" Icr Cr i

iranagemeri t. but cOLlId help 4 aci 1 : itate the dec: i on mTa r-,

process.

Bernard B, rodie sugge stq:I-.:ed that we musi;t: not only I * .nuw ho- tc

glet t:heP inf torma t we(1 ne r e~",-'d For [.warn in i.., .. b -ut 9 - l so need! U.1

V now what to do with it when the inormation comes in. ,: IMI

This co. d be. accomp 1 i shed b'. bu il d ing Ai ,o:J: ,er (.lav - to -. d: cv

worn: g q i,'e I cln: .o-'iha p between intell. rc : enco a: nI th-, ,,ppr q -tr a1t

the tac t i cal and p-r. t p o rn. level , .nd h t ,hwie, t1 he

ntel I lince prixas~< ioras . andi pol is cd. erg <I. Trw. '-.1rnI-I

level .

Another i itia ti ve a t hr nc I. i :-.ro I ,. i. m. nF ril n 1 I0'Je]

wouldc be to develo 1 aF mechanis m to *:crc :y.d-r a' number of W ct' -

to our-t'or natLira], tendencv ri C 'p.I I:_-, ed ,.o.n procr-,' : ,.J

expectot 1a ons.r-id per:ept I' .-., ne; w,,. t d- t:rt do Min ['1 y ft':-

actively se- out . miori ty '.. op ] or dic w ,ndv'ca .e toT

otsi]de3 th.le no1 is,,' mIa'[ nl'.: ±nli :' c: Ic'"" ':'. mTI-ch .os" [1.1 or QLtnro '.,

Certra l 1rit.. . i.ge.nce G-ore Pu h u.eI the "Ta:.-m U" i.n Y7, to

assess the Nationa l Intel i [ilrice Estim.ates ,,m n . pI-r.at . -

des/i ] .. d,/oc: ite froT !, - ;. h,.- , -jr :-:i 1,4n in tha9t iho s



P ob alA 1 y vion 't convev then cnIvi ction or- irn -del.p tI , t il tA. d 1 n

,+ the mi no)ric .t: (and p rco.babl F npcWulMc I' a-.--a 1 el 1 R

t u ..-e el ever . his a ppr oach O pIva-d :tr,::I ,u Lr DF) d ' s' .

advoca te has been compared to p1 av inq c h e--i,a at: y.t'LnS E!I

(1.2 2L 9) The mcope the poI icy maker c conc p. ai -am'ue .isr I

eJp..ed ttc :i. ti: ism nd ev; I L at i ot hiaa inc IudIn(

i r.te l e i."ence profess:Lon ai-..sc . 1, eh e freauep Phe c.,- tun it tor

dois:c t a s ii nP.. hiI C. sc oF; 1, Fi S a nd i. ap o I in 1-h L s

fote i qn po Ii c de is:i ons .s- J c: 2)

A Tin1- l 1 a E! o P ,- s j 1ss i e i.mp rove il .r-: i t is. i 1 tIh Ti i]. I ta s'

abI ii -to respond when 1 rec t d. Most C-f these

recommendat i on-, coU d alsri dec ea ie -,h u1 t:imat -i cte: -c:

resP ons- - . .. i i i take F0 ita I- tlauld?.rc cnf. id the

Possbili t1. -t a .urp riC atk l:ack, 1 t or at eat the C tIon.

p05s I. b .i ty .V a, f :a ( .a ' Iin the p oI ti ,. . M 1e- 1 1s t at

Uni { o h1 a' a t~ I: ] -y tr.. 1 P7T the D Ii c c ,r , o ",.:a Jis aa 1 - i 13 ft-.,

qnut-al] 1 g2c e- "'Lua an teed" tha: h i, dep-.artmn- t would :, rttv e

c:. I -I t warcrina 0- an I out i a t t , c:.I. and thi. b rc ame he

Q Uo,_ d t . o - 1- .:hr-t ic..+aIl.J. i ) -, e F c-, a c . a , . O n lu- to f t:.b

hea!' : c.'d n.Jr t an..d d i n ' t, 1---u t t h,: E i pI i an:sj . did ... rd L',i thout

t h e proin i e d k,arnin , the I i.I 1 5 id not he. time t,:,

m bl~t i : .7P. lL:Y.!,52) Y t omine L:; Cn i ngentv pr- . s aF 1m to bFr E

based upon ar it i c :I. a 1 a:.csumF I:in a o k ti 4 -a.-. - t me In c- ,h)

pilan ir partick.1 jar- * ih ah h a.l 1 reainS 1 n rdent'.a , .- F

t Pal---AtEn'.. , IIt ppc :: rc. th e e : . n te 0a, - I, al-n a-il t. m e tIac L

d t r in 1red by ho i, I on i.t .. ti t Vake the CIN I , f vt h i:..



dep.,loyed ac ready to f'ight, rather than on any rea li-sti

estimate of how much time he could O- pect from warning to

decis.ion to execute.

A1ong- with more response time. if at a].l possible,

military leaders should be qiven more autnori t. to make

prei.m.narv oreparat i on fo or a posjsible response- in

anticipation of the decision makers' di rection. There is some

danger that such "leaning forward in the lnole" could. if

detected by the enemy, further intensi y or provoke the crisis.

On the other hand it miqht pro-vide just enough additional iime

to execute a proper and timely response. According to a senior

commander whose forces were intimately involved in Operat on

Just Cause, the response time .fror just Cause was a mere 50

hours trom noti-ication to execution.

While much of the foregoinq may be wishful thinking.

perhaps the real key to responding to an impending crisis i to

build a military continqency .orce with the capability to

respond within the expected short warninq time. The future

response force presently being proposed "-or th, Persian Gulf

regcion provides an promising model.

The US. even with the aid o- our "rich" allies. could not

afford another cperation on the scale c-F Denert Shield/Dever+

Storm anvtime soon. B-ut we do need to maint31n a worldw:ide

ysytem of alliances which w ill allown u.s a prompt forward, cr at

least "over the horizon". air and sea proence in time M±

crisis. This. presence could be s-.ppl emen ted by recur i ng



e., r c isec in the r-e ion wh i. ch could aI .so dos C r. trate the

dep l Dvab i 1ty o "the cofti nenc rc. elt I- its,. n

time oL crist . at mav. be more i mportan to cep I ov a ei

ba..ali, ons as a trio vire r-ithin a I ej dcn than to deF I oy

sev-eral dec is i ons with i ri a Few weeks. 3:26) Prepositioned

supplies, both onshore and -at sea. would reduce s me ot the

demand -for heavy seal i-:t -r-omm the US in a c ri-ij. With the

impend inq loss o.f the A ir P orce rar-ge at Zacqosa, Spain

perhaps an alternate rane could be cstab I j shed in te Persian

u 1 + re Con ,  allowinq additional , and. continuinq . UC7. co.,ba t

presence.

Fi nal y we need to contiirue to s tronlv upport improved

Indicat ions and Warninq (I&W) systems with the capability to

correlate a var- iety c- seeminqIy disparate idicators, we

are bet ter able to know wha t is 0b U t t0 h1pp1:en . Sme have

ar J~ue, that inc re -. Fed ab i I i ty to detect preparations for an

attack are re -at i vely more important than addi1 tiona l increments

iE -for e and command s-vivab i 1 itv a6: ' We aeso nee

robust C-3 svstens so we can commn i -t. w i th .and control the

or"ces who w.I.ll invatr.iab. he b sk-d to imr lem:-.nt the p1c Iy

makers decision. S ince as in tho p-s t * w j ill probably have

to eec ut e with i tt le or no response tme.
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